Project Implementation and planning

LOGICAL Framework and SWOT Analysis

Example PHARE/CBC between BG and TR

Planning of the Project - Completion of the project fiche

The Logical Framework Approach

Preparing a Logframe matrix is normally required as part of EU project and program design procedures. 

The Logical Framework Approach is an ‘aid to thinking’, not a substitute for creative analysis. Testing of innovative new ways in which to use the analytical framework provided by LFA is encouraged.

What is the Logical Framework Approach?

LFA is an analytical, presentational and management tool which can help planners and managers:

· analyse the existing situation during project preparation;

· establish a logical hierarchy of means by which objectives will be reached;

· identify the potential risks to achieving the objectives, and to sustainable outcomes;

· establish how outputs and outcomes might best be monitored and evaluated;

· present a summary of the project in a standard format; and

· monitor and review projects during implementation.

A distinction is usefully made between what is known as the Logical Framework Approach (LFA) and the Logical Framework Matrix. The approach involves problem analysis, stakeholder analysis, developing a hierarchy of objectives and selecting a preferred implementation strategy. The product of this analytical approach is the matrix (the Logframe), which summarises what the project intends to do and how, what the key assumptions are, and how outputs and outcomes will be monitored and evaluated.

The matrix structure is shown in Figure 1, together with a brief description of the information that the matrix contains.
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Project Description

structure

Performance
Indicators

Means of Verification

Goal: The broader
development impact to
which the project
contributes - at a
national and sectoral
level

Measures of the extent
to which a sustainable
contribution to the goal
has been made. Used
during evaluation.

Sources of information
and methods used to
collect and report it.

Purpose:
The development
outcome expected
at the end of the
project. All
components will
contribute to this.

Conditions at the end
of the project
indicating that the
Purpose has been
achieved and that
benefits are
sustainable.. Used for
project completion and
evaluation.

Sources of information
and methods used to
collect and report it.

Assumptions
concerning the
purpose/goal linkage.

Component Objectives:
The expected outcome
of producing each
component’s outputs.

Measures of the extent
to which component
objectives have been
achieved and lead to
sustainable benefits..
Used during review and
evaluation.

Sources of information
and methods used to
collect and report it.

Assumptions
concerning the
component
objective/purpose
linkage.

Outputs

The direct measurable
results (goods and
services) of the project
which are largely under
project management's
control

Measures of the
quantity and quality of
outputs and the timing
of their delivery. Used
during monitoring and
review.

Sources of information
and methods used to
collect and report it.

Assumptions
concerning the

output/component
objective linkage.

Activities:

The tasks carried out
to implement the
project and deliver the
identified outputs.

Implementation/work
program targets. Used
during monitoring.

Sources of information
and methods used to
collect and report it.

Assumptions
concerning the
activity/output linkage.





Source: Australian Government AusAid

Example from CBC TR/BG project:

Case Study Strandja Mountains CBC Project

	Logfame Planning Matrix for:
	
	

	Protection and sustainable development of natural resources and biodiversity in the Strandja / Istranca Mountains - Strengthening cross-border co-operation between Bulgaria and Turkey
	
	

	
	
	

	Goal
	Indicators of Achievement
	Means of Verification
	Assumptions

	To establish cross-border co-operation on a long term basis for the sustainable management of all natural resources in the border region of the Strandja mountains, supported by the establishment of a Trans-boundary Biosphere Reserve (TBR).
	Incorporation of the TBR into the UNESCO list of internationally recognised Biosphere Reserves.

Number of cross border visitors to the Biosphere Reserve.

Number of sustainable cross border activities and number of trans national NGOs.

Publications in internationally recognised journals.


	Counting of cross-border NGO activities.

Counting visitors of the BR crossing the border.

Assessing the international press coverage
	Bi-national agreement on a common TBR between Bulgaria and Turkey.

	Purpose 
	Indicators of Achievement
	Means of Verification
	Assumptions

	To provide the legal- and natural framework including a network of protected areas and sectoral development plans so as to foster the sustainable use and development of natural resources in the Strandja / Istranca border region.


	Number of organic farms established in the region.

Family income from organic farming.

Number of organic products and shops, selling local products.

Number of certified farms & PEFC certified forest enterprises.

Number of nature visitors and recreational activities.

Number of NGOs dealing with environmental issues.

Number of persons employed and/or engaged in the environmental friendly services and production sector.

Numbers of poachers and illegal garbage dumps.
	Surveying regional family farms, farm size and farm output.

Conducting a public survey on BR visitors and local people’s attitude towards environmental issues.

Analyse income statistics.
	Goodwill of stakeholders in Bulgaria and Turkey.

	Output
	Indicators of Achievement
	Means of Verification
	Assumptions

	The Strandja Biosphere Reserve (BR) will have been established on Bulgarian territory.
	BR statute in place.

Incorporation of the BR into the UNESCO list of internationally recognised Biosphere Reserves.

Number of domestic and international press articles.
	Assessing of press coverage by number of publications (on regional and national level)
	Political consensus on all levels.

Broad stakeholder acceptance of a BR.

Legal issues to include private property in the BR are addressed.

	The initiative for an international Trans-boundary BR will have been started.
	Number of bi-national meetings 
	Analysing agenda and minutes of meetings
	International partnership

	An environmental monitoring system will have been installed.
	Number of periodical reports

Number of local sampling plots

Number of local people working for the monitoring system.
	Analysing reports

Counting sampling plots
	Easy access to border area

	Sectoral development plans will have been produced (including tourism, biodiversity, forestry, urban planning, agriculture).
	Number of plans approved
	Listing reports and plans
	

	A regional spatial information and communication system will have been established.
	Web page domain “www.strandja.bg” is online.

Number of Online Maps and system users.
	Counting of web page hits.

Analysing web content
	

	All stakeholders including the general public will have been informed and involved in the planning process.
	Number of workshops, seminars, public hearings, etc.

Number of applications for national/international funds

Number and subjects of printed publications
	Analysing minutes of workshops etc.l

Listing of distribution points for publication products.
	

	Counterparts trained in international standards.
	Number of persons trained and workshops held.

Number of applications for national/international funds
	Minutes of workshops
	

	Nature friendly facilities for recreational activities will have been established.
	Length of marked trails

Number of facility users

Adequate number of facilities
	Mapping facilities

Conducting user survey
	

	Eco-tourism niche products will have been created.
	Number of registered facilities for eco-tourism (hotels, restaurants, whole sale and retail shops, etc.).
	
	

	Activities
	Indicators of Achievement
	Means of Verification
	Assumption

	Lead and co-ordinate Bulgarian and Turkish activities to achieve a TBR.
	Number of joint meetings and agreements.

Number of cross-border maps and development plans.
	Minutes of meetings.
	Phare/CBC programmatic regulations will allow the TA team, selected through the Bulgarian fiche, to lead the Turkish TA team and co-ordinate the overall design of the cross-border activities to achieve common standards and the establishment of the TBR.

	Carry out a regional and sectoral inventory to design and establish the prospective BR.

Planning and setting the Strandja BR in place.
	Number of sectoral reports

Number of thematic maps including the proposed area for a BR.

Development Plan for the BR.
	Official list of registered national monuments and nature reserves.

Considering proposed Natura 2000 sites. 
	Easy access to border area.

Co-operation with border control personnel.

	Carry out studies to address legal and administrative issues of a BR. 
	Reports on legal conditions
	
	

	Develop comprehensive GIS/IT Information and Communication System in English, Bulgarian and Turkish.
	List of international metadata and mapping standards to be used for the system.


	
	

	Inform and participate citizens and stakeholders in the BR planning process. 

Establish thematic working groups and organise workshops.


	Number of public presentations and hearings.

Number of printed publications.

Number of stakeholders and sectoral authorities involved.

Number and subjects of workshops conducted..
	List of meetings / workshops, minutes and lists / numbers of participants.
	

	Train public authorities and NGO staff through counterpart training and workshops.
	Number of meetings and work presentations.


	Survey of project stakeholders.


	

	Establish a Grant Scheme funding mechanism to support local projects.
	Number of eligible projects identified for a Grant Scheme.

Guidelines to manage the Grant Scheme.
	Survey of eligible projects.


	Legal, financial, and administrative conditions to establish a Grant Scheme are approved.


SWOT (Strength / Weakness / Opportunity / Threats) Analysis

	Sector
	Strengths
	Weaknesses
	Opportunities
	Threats

	Location / Accessibility from major visitor generating areas
	General

A bridge across the Rezovska/ Rezve River forming the coastal border between Turkey and Bulgaria could easily be constructed.

Turkey

The Istranca area is located within easy reach by road from Istanbul and Edirne.  

Only 3 hours by road from Istanbul with 9 million inhabitants gives major visitor generating possibility.

Bulgaria
Strandja is within easy reach of the city of Bourgas, the town of Sozopol and of major tourism centres along the Black Sea coast.
	General

Turkish military installation close to border on coast.
Turkey

Visitors from major cities and towns will mainly head for the coast for recreational purposes. However, beach areas are also available and developed along the eastern Black Sea cost and Sea of Marmara.

Bulgaria
Distant from larger domestic visitor generating points, i.e. major Bulgarian cities.
	Turkey

Due to closeness to Istanbul and Edirne the coastal forest and cliffs could develop into a significant ecotourism attraction.

Bulgaria
The huge number of both domestic and international visitors to the Black Sea coast gives excellent opportunities for increasing excursion- and overnight ecotourism to the forest and mountains. 
	Turkey
Uncontrolled developments of tourist facilities and the possible constructıon of car roads in coastal forests.

Bulgaria
Day excursions to forest will give only minimal income to local villagers.

	Status as protected area
	Turkey

Most forest is state property.

Bulgaria
Network of protected territories including large nature park.


	Turkey

No status as protected area. 

Bulgaria
Park management plan in draft, not yet approved. Further protection needed.

No plan for coastal tourism development.
	General
Status as protected area will give impetus to ecotourism and enhance the touristic value of the Strandja / Istranca forest, mountains and villages.
	General

Lack of enforcement of regulations; lack of coastal development and management plans; lack of a joint forest management plan.

	Accommodation/

Construction
	Turkey

No positive developments.

Quality of existing tourist accommodation needs further investigation.

Bulgaria

Some upgrading of village houses taking place as tourist home accommodation notably in Brushlian and Gramatikovo.

Traditional houses in forest villages have protected status.

Coastal tourist accommodation attracts numerous foreign and domestic visitors.
	Turkey

Forest villages being depopulated, dilapidated houses. Little economic activity.

New hotels and summer houses being built along coast, with little respect for environment and scenery.

Rehabilitation of traditional houses hampered due to complex regulations.

Bulgaria

Villages in forest being depopulated, inhabitants mainly old persons.

Many summer houses being built in villages by outsiders.

Unregulated coastal developments threatening environment and destroying scenic value.

Slums form outskirts to towns.
	Turkey
Some limited possibilities for upgrading traditional forest houses for visitor accommodation.

Excellent, but not utilized opportunities for conservation and use of traditional coastal houses, notably in Kiyiköy.

Control of coastal developments; enforcement of coastal legislation and building restrictions for new constructions.

Bulgaria
Continuing planned preservation of traditional buildings in forest villages.

Control of coastal developments; enforcement of coastal legislation and building restrictions. 
	Turkey

Continuation of unregulated construction activities. Lack of compliance with coastal legislation.

Bulgaria
Forest area becomes dominated by summer housing belonging to outsiders.

	Infrastructure
	Turkey

Roads and forest roads mainly maintained.

Bulgaria

Roads and forest roads mainly reasonably maintained.


	Turkey

Erratic disposal of solid waste in forest and forest villages.

Sewage and wastewater led directly to sea, lakes and rivers.

Lack of designated and designed parking and picnic areas with water supply, fixed secure camp fire facilities, toilets and garbage disposal bins.

Lack of removal of solid waste.

Bulgaria

Last stretch of costal road to Turkish border in very poor condition.

Lack of designated and designed parking and picnic areas with water supply, fixed secure camp fire facilities, toilets and sound garbage disposal bins.

Lack of removal of solid waste.

Wastewater often led directly to sea.
	General

Establishment of a joint network of walking and hiking trails.

Establishment of parking areas, waste disposal systems and systems for the safe disposal of waste water.
	General

Lack of common agreement on trail network.

Lack of developments securing safe and environment friendly waste disposal.

Lack of planning for infrastructural developments.

	Value as nature attraction
	General
Rich and varied forest and coastal nature. Forest environment to a large extent underutilised except for hunting. Coastal areas, and rivers of major attraction value.

The seasonality of forest botany (including autumn colours) is probably the main potential ecotourism attraction. 

Turkey

Coastal areas are very spectacular, with forest continuing right up to the edge of high coastal cliffs, interspaced with quality beaches. Coastal forests with great species variety, wetlands and alluvial forests.

Closeness to Istanbul gives major visitor generating possibility for ecotourism visitors.

Bulgaria

Forest developed to a degree. Woodland interspaced with grazing/foraging areas for sheep, goats and a local breed of pig, giving landscape variation.

Coast not heavily forested giving forest great attraction value as excursion destination from coastal tourism areas, as well as seasonal forest overnight visitor stays.
	General
Due to the proximity of the Black Sea coast the Forest area may mainly be used for day-excursions creating little revenue from tourism.

Turkey

Forest area in interior is out-of-the-way from coast, and may not form a major visiting area even during seasons when forest is most spectacular.

Poaching probably a problem.

Some areas severely eroded through over grazing.

Coastal area under threat from touristic developments reducing the scenic value of the coast.

Wetlands are threatened by the release of untreated waste water.

Bulgaria

Coastal areas severely threatened by unplanned touristic developments. Threats both to biodiversity and scenic attractiveness. Tourism sun, sand and sea oriented, presently with only little focus on nature.

Garbage and waste water disposal problematic.

Poaching in forest cited as a problem.
	General
The highlighting of specific aspects of Strandja / Istranca nature which can compete with more established, spectacular and dominant ecotourism attraction areas.

The uniqueness of the forest in a European and World context.

Highlighting specific species and biota as by season.

Highlight local domestic breeds.

Emphasis on the conservation measures which preserve the area.
	General
Conservation measures will not be carried through and enforcement will be lax. Hunting will continue as the dominant forest visitor and local activity, interfering with ecotourism. Depiction of forest will be too broad or too detailed (quite possibly both) to attract and be visualised by general interest visitors. 



	Present value as cultural attraction
	Turkey

Possibility for rehabilitation of some villages in especially attractive areas.

Archaeological sites could be developed to some extent.

Bulgaria

Archaeological attractions can be incorporated as part of tour circuits of forest. 

Cultural events being staged for visitors to Breshlian, fire dancing ceremony in June in village of Bulgari.
	Turkey

Cultural attractions seem somewhat insignificant compared with the wealth of cultural attractions found in Turkey.

Bulgaria

Archaeological attractions can not compete with attractions found along the coast to the north.

Capacity for cultural events is limited due to depopulation of area.
	General
Rehabilitation of traditional houses for use as visitor accommodation, restaurants, shops etc.

Highlighting a few specific archaeological sites/monuments near to villages and trails, and protecting such sites /monuments.

Design of, or revival of traditions/cultural events.
	General
Uncontrolled construction of new buildings, old buildings demolished or left to deteriorate.

To many archaeological sites exposed.

Limited or no protection of archaeological sites.

Cultural events not professionally organised.

	Product development options
	General

The different seasons in the forest will be a very strong point in planning tour circuits and in marketing and promotion, giving the visitor the impression that any specific time of the year (excluding the winter) is the best time to visit Strandja / Istranca.
	General

Competition with more established and more spectacular destinations in Turkey and Bulgaria.
	General

Providing environmentally sound activity facilities with a nature component, such as:

Playgrounds for children.
Paths for the elderly, handicapped and families with small children.
Small museums.
Watch towers.
Information centres.
Canopy walks.
Preservation of traditional village buildings.
Signage.
	General

Lack of upkeep of facilities. Lack of local interest and involvement in product development.

	Linkages to hotels and tour operators
	Turkey
Some linkages to Black Sea Coast.

Bulgaria

Linkages to major hotels and tour operators for village visits, notably to Breshlian Village.
	Turkey
No linkages to forest north of Kirklareli and non-coastal border area.

Bulgaria

Full potential of combining culture and nature experiences not realised.
	General
Design of seasonal tour programmes, in close collaboration with hotels and tour operators.
	General
Lack of professionalism in designing tour programmes. Such programming should combine the knowledge of tourism sector specialists and biologists (notably botanists) and cultural  expertise.

	SME development
	Turkey

Trail development in the coastal forests and upgrading of traditional houses may bring in more visitors and increase lengths of stay, thereby creating more business opportunities on the coast.

Inland tourism business development options are minimal.

Bulgaria

Sales points should be developed at stops on forest tour routes for sales of local organic agricultural products, honey, textiles, postcards. Some local crafts should be revived, but the wool of the Strandja sheep is not of good quality.

Cultural activities and events should be increased.
	Turkey

Depopulation of main forest area and loss of traditions.

Bulgaria

Depopulation of forest area and loss of traditions.

Few young people to act as trail- and nature guides.
	Turkey

Creation of network of coastal forest trails and wooden staircases down coastal cliffs, establishment of Kiyiköy as cultural village, while there is still time.

Bulgaria
Standardisation in labelling and presentation of local agricultural products. Local simple textile production including printing of T-shirts and hats.
	Turkey

Unregulated developments destroying the ambience of Kiyiköy and possible construction of motor roads in the coastal forest.

Bulgaria

Age of population; lack of initiatives.

	Cross border options / accessibility
	The opening of a coastal border crossing is of paramount importance, both to allow “exploration” of coast by visitors from both sides and to make tour circuits possible through a larger area of the Strandja / Istranca forest and coast.
	Roads near coastal border in need of upgrading on both sides of border.
	Tour circuits covering both Bulgaria and Turkey
	Coastal border post only opened as a walking bridge not as a vehicle crossing.

	Cross border cooperation
	Initial cross border cooperation should be on joint marketing and promotion targeting both domestic and international visitors as well as special interest niche markets.

The creation of a joint logo and slogan/catch phrase for Strandja / Istranca. 
	Strandja / Istranca may be difficult to profile in competition with more spectacular and established destinations in Turkey and Bulgaria.
	The attractiveness of a joint visit to both Turkey and Bulgaria.
	Disagreements on product profiling.


Implementation of a PHARE Project - Steps and Time Frame

After the Project Fiche has been approved following steps are required:

	Item
	Task
	Deadline

	1
	Completion of TOR, technical specifications and tender dossier, presentation to Phare Committee
	April 2005

	2
	Approval of Tender Dossier 
	June 2005

	3
	Launch of tender/Call for proposal 
	June 2005

	4
	Letters of interest 
	July 2005

	5
	Shortlisting 
	July 2005

	6
	Tenderers prepare proposals 
	October 2005

	7
	Interviews with potential contractors 
	November 2005

	8
	Selection of contractor 
	November 2005

	9
	Signature of the service contract 
	December 2005

	10
	Start of project activity (inception phase) 
	February 2006

	11
	Inception report ready 
	March 2006

	12
	Project completion & evaluation 
	February 2008


